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ABSTRACT 



Life history interviews with four women holding 



doctorates in educational administration are presented in this paper 
which examines how chances and choice affect women administrators' 
career decisions. A second focus is on how organizational structure 
in educational organizations can enhance career opportunities for 
women educators. Three anecdotes are presented to illustrate the 
relationships among chance, choice, and opportunities in the careers 
of particular women in particular organizational contexts. The 
narratives are categorized according to thjree themes — unexpected 
openings, widening horizons, and chance remarks. The stories suggest 
that women's opportunities can be expanded through the modification 
of existing structures. A review of current policy initiatives in 
Canada found that opportunity for females could be engendered 
through: special assignments; rewarding mentoring functions; 
redefinition of the concepts of career and success; and affirmative 
action programs. A recommendation is made to foster environments 
where chance occurrences can be transformed into opportunities. (29 
references) (LMI) 
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iQtEQductign 

"Talk about chance!** "It was pure luck that I...." "You cannot 
predict the future." "The whole thing cane together in a way 
that I didn't expect it to.** Theee were comments made often by 
the 4 women educators who told me their life stories in my 
research project studying the careers of some Western Canadian 
women with doctorates in Educational Administration. Chance, 
luck, unpredictability in life and career development were 
demonstrated, and noted, repeatedly in the stories I was told. 

In this paper, I discuss 3 significant chances and the 

surrounding choices, constraints, and opportunities that were 
identified by the women in my study. These incidents occurred 
within within the educational organizations where the women were 
employed. I also point out how both chance and choice have been 
and may be constructively promoted or structured within 
educational organizations to enhance the career opportunities of 
able women educators. 

Definitions of the word "chance** (Oxford English Dictionary, 
1961) Include expressions such as the "falling out or happening 
of events.** Implicit in the term is an "absence of design, 4 * a 
matter of possibility, not planning. One's ettributlon to chance 
is sometimes, but not always, closely related to one's knowledge 
and perspective. While our definitions of and attributions to 
caa»c« vdty yiiatly , iuot ux um du admit that chanct is a part of 



life. 



Rtt«archers have generally overlooked the importance of chance 
elements in careers and in life (Bandura, 1981) • Bandura auggeete 
that social scientists have generally been so concerned to 
uncover patterns with predictive value that aspects of life which 
interfere with predictability and generalization have been given 
short shrift. Even those who are dedicated to developing new 
understandings of carter development have, at best, acknowledged 
briefly the chance aspects (see, for example, Boardman, 
Harrington, & Horowitz, 1987; Tague 6 Harris, 1988; Willis 6 
Dodgson, 1986) . Nor have those studying women's careers given 
close attention to the theme of chance, even though women often 
ettrlbute career achievements to chance, luck, "being in the 
right place at the right time M (Reynolds, 1988; Willis 6 Dodgson, 
1966). 

In her sociological study of women's life choices, Gerson 
(1985) does document many "unexpected events" (p«20> and equally 
unexpected consequences (p. 192). She demonstrates how some women 
negotiate their lives, affected by chances while still making 
choices, end influencing their own circumstances, even while they 
are being Influenced (Gerson, 1985, p. 213). Writing about career 
development. Hall (1986, p. 125) suggests that we need research on 
"trigger events and influences that stimulate various types of 
tcareer, job! changes.** The frequent silence in the literature 
when it comes to the matter of chance, coupled with the many 
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anecdotes related to me that (in the view of the study 
participant*) illustrated chance elements were the catalysts for 
this paper. 

To isolate chance events from choices and opportunities, 
however , would be an artificial separation. Too such emphasis on 
chance would portray the women in my study as rather passive 
recipients of good and bad luck. Chances occur end choices 
develop as "a series of mini -decisions made over time** (Herr 6 
Cramer, 1964, pp. 138-139) within a particular context. Unlike 
chance, though, choice is grounded in and implies some vision of 
a universe of options and the power or right to select from among 
those alternatives. Both chances and choices are themselves 
structured to varying degrees by our networks, including those 
related to gender, race, and class, as well as other historical 
and socio-economic circumstances. I present examples of 
situations in which women transformed chance into choice and 
opportunity, adapting to life but constructing their own lives 
and careers, as well. 

Recently, the life history approach — of which life-story 
interviewing is one form -- has gained the attention of scholars 
Interested in documenting and interpreting women's perspectives £ 
experiences (Biklen & Shakeshaft, 1985). Life-story interviewing 
is a research approach well suited to my own project, which was 
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an attempt to incrtait our understanding of "why so faw woman 
hava become school administrators [and] how it la that thia haa 
happened" (Reynolda, 1963, p. 46). I waa particularly concarnad 
about providing an opportunity for woman in Waatarn Canada to 
glva voica to thair experiencea. 

Tha anacdotaa in thia paper ara axcarpta from tha biographiaa 
that I wrota about tha woman who participated in my atudy. I 
obtained the information for the blographlea from the women 
themselvea, through a lengthy aeriea of "life-story" (Bertaux, 
1981, p. 7) interviews. Fol levying the interviews, I wrote a 
detailed (about 35 page*) biography of each woman and drafted an 
accompanying deciaion-f low chart. Each woman then reviewed her 
own biography and chart. After the negotiation of aome 
ravlsiona, aha agreed that I could treat the final version of the 
biography as "data" for analyaia. 

Tha women in theae anacdotaa, Lola, Jean, and Elaine are very 
diffarent individual*, but they ahare some significant personal 
character iat lea. Demonat rated in their stories, end confirmed by 
my own impressions from talking with them in person, are the 
traita of high energy, initiative, adaptability , and willingness 
to work hard. Other resesrehers hava documented aimilar 
characteristic* in their studies of "successful" women in the 
same age and occupational range Case, for example. Board man et 
ai., 19S7, pp. 82-83). 
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Elaine, Lois, and Jaan wtrt born (between 1935 and 1945) and 
raiaad in whita middle-class hemes, two in rural w«sttrn Canada 
and two on tha Canadian aaatarn seaboard. Two of tha thraa graw 
up axcluelvely in farm and small-town settings, wMJ.a tha third 
llvad in both larga and small cantraa. Two ara aldaat chlldran 
and two ara tha aacond of two chlldran. In common, all four 
woman had mothara who had baan school taachars, but nona of tha 
four had a fathar who was a teacher. Two of tha mothara war* 
taachlng principals in small schools. 

All four woman hava doctorataa in Educational Administration 
and had lived in wastarn Canada for at laaat 10 yaars whan thay 
ralatad their storlas to ma. Although thalr antry datas into 
postsacondary education ranged from tha mid-1950'a to tha 
mid-1960's, in all cases teaching was regarded by their families 
(and usually be themselves) as one of the few acceptable 
paid-work options for young woman. By the time they completed 
their doctoral studlea during the late 1970's and early-to-mid 
1960's, one of the women waa in her mid-thirties and two were in 
their mid -for ties. 

At the time I interviewed them, two women were in their early 
40' s and two in their late 40' a. All four were married, each to 
the aame man for at laaat 10 year a. Only one woman had been 
married twice. Two of the women 'a hu abend a ware classroom 
teachera, one waa an educational administrator , and the fourth 
waa an accountant. All four woman had children, giving birth 



variously in thair tuni, thair twenties, thair thirties. All 
four couplo wara living in urban matting* , with populations 
ranging from 50,000 to 500,000. 

Tha woman in ay study art not radicals. Thay wars raiaad and 
hava baan incllnad to 11 va and work within astablishad whlta 
aiddla-class organizational atructuraa. Thay hava naintainad a 
strong studant/classrooa oriantation striving for curriculum and 
instruction improvamants through modifications to axisting 
practicaa CGraafiald & Baam, 1980). Thay hava damonatratad 
raaourcafulnass in coping with tha status quo CWoo, 1985, p. 287), 
baing naithar antiraly dafaatad nor antiraly cooptsd by 
convantional axpactationa. Thay art whita middla-claaa woman who 
hava parformad compatantly within tha aystam and aomatimas, but 
not always, ractivtd tha convantional racognition awardad to auch 
paopla. Thay hava auccaadad in living out worthwhila carttrt 
within contamporary organizational and aociatal constraints, coma 
of which placa apacial burdana on woman. Tha accompliahmanta of 
thaaa woman, and othara Ilka tham, ara ganuina. Thair volcaa 
daaarva to ba haard. 

Itaft-AdfiSdSfctf 

Tha anacdotaa in thia papar (only 3 of tha 70 that I'va drawn 
from tha biographiaa) illuatrata tha complax ralationa batwaan 
chanca, choica, and opportunity in tha caraars of particular 
woman in particular organizational con tax ts. Tha chanca alamanta 
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represent the "kinds of serendipity** (Boardman, Harrington, & 
Horowitz, 1967, p. 68) that mark significant changes in careers 
and career aspirations. These anecdotes represent only a 
sampling of the many occurrences in their personal and 
professional lives that the women in this study attributed to 
chance. 

:C have categorized the following anecdotes as illustrating 
three theses. While recognizing that such categorization is 
contrived, it does highlight what the women saw as the 
significant chance aspects of the anecdote. "Unexpected 
Openings** provides an example of a desirable 30b that became 
vacant and available to the woman in a way and at a tims that 
seemed quite unpredictable to her. The anecdote in "Widening 
Horizons** describes the expansion of an instructional role to 
Include administrative responsibilities, thus fostering 
professional growth and new aspirations. The section on "Chance 
Remarks** shows the Impact of a passing or chance (as defined by 
the woman) comment that was a catalyst for making choices. 

These anecdotes Illustrate (Center's notion of "opportunity** as 
a 30b posting that "offers new potential for growth and learning 
rather than only a change in status or span of authority** <1977, 
p. 272). In my comments following the presentation of an 
anecdote, I sketch the structure of opportunity in which the 
chance event was embedded • 



UNEXPECTED OPENINGS 



Jtan BtcoMti A Program Head 



2tSQ 

30 ytari old 

3 years experience as a classroom teacher 

1 year in this sans town, diffsrsnt school 
1 ysar In ths same geographical arte 
1 ysar In a large, urban school 
Consistsnt involvement in teachers' union/prof ssslonal 
development activities, local and provincial 
Ovsr 15 ysars sxpsrlsncs as an offics worker and nanag 
Teaching Car t if lcats 

Soma courses (summer sessions) toward B.Ed. 
Married 

Mother of 4 children, ages 5*12 years 
Xbt-S2Q&S8& 

Late 1960's-early 1970' s 

A booming town of 15000 in Western Canada 
New composite high school, 

the amalgamation of the academic and 

vocational high schools; 

1200 students, 35 teachers 

the school had high visibility in the community 



Jean and her husband, Jim, returned somewhat reluctantly to a 
town which they believed they had left permanently one year 
before, when Jim embarked on a study leave. It proved, however, 
to be an exciting time to return. A new composite high school 
was being opened. Jean and Jim were both hired as staff 
members. Jean quickly became Involved in her school's 
governance. Her principal, a "go-getter H in a highly visible new 



- 8 - 

10 



school, had progressive ideas about school leadership; he was 
keen on community involvement and participatory planning. Jean 
became a member of various policy work groups that he 
established. Often, she ended up chairing them. In that role, 
she carried the group recommendations up to the next level of 
decision makers and defended the ideas. 

Within a few months, she was appointed a program head. Part 
way through the year, the long-time female program head in Jean's 
department decided to retire from the post. The incumbent 
thought highly of Jean and apparently recommended Jean as a 
successor to the position. The principal offered Jean the job. 
There wee no formal selection process. Jean simply accepted the 
appointment, in her fourth year as a teacher end her first in 
that school. The opportunity was e welcome "*ego boost 9 * for Jean. 

As program head, Jean concerned herself with handling the 
administrative details that supported her teachers' classroom 
activities and sorting out any conflicts the teachers had with 
their students. Initially, she involved other people in her 
decision making because she herself had liked being consulted, 
and "because of my own insecurities." She was also influenced by 
the human relations-oriented course work in Educational 
Psychology the her husband was taking. Over time, though, she 
persisted with a participatory management approach because it 
worked • 
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Tha aacond yaar s» a program haad, aha apaarhaadad an intarnal 
evaluation of har own program. Tha avaluatlon was ona dlaanalon 
of an ovarall achool avaluatlon — a naw inltlatlva by tha 
piovinca. Jaan acqulrad confldanca aa a program haad bacauaa of 
har rola In tha avaluatlon projact and alao bacauaa aha racalvad 
poaitlva faadback from tha axtarnal avaluatora about har 
program . 

In har capacity aa program haad, Jaan waa alao part of tha 
pincipal e aanlor managamant group. Bacauaa tha admlnlatratlva 
taam waa vary atudant oriantad, Jaan 'a own comaltaant to atudanta 
waa rainforcad. But, aa part of tha admlnlatratlva taam, aha 
gradually adoptad tha parapactlva of tha administrator , rathar 
than tha taachar. Sha found that aha "llkad knowing mora about 
what waa happaning in tha achool." 



CommaQta 

From har own point of viaw, Jaan 'a mova to program haad waa 
unaxpactad, unaought, and rapid. In ganaral, ona might pradlct 
that joining tha ataff of a naw high achool In a hooping town 
would provlda an anvlronmant of opportunity, particularly whan 
tha achool la undar tha laadarahip of an anargatlc principal, 
commlttad to wldaapraad participation. Nonathalaaa, Jaan'a and 
Jim 'a raturn to that town juat aa tha achool opanad waa not 
pradictabla, nor waa tha availability of an appointmant aa 



program head. 

That wss the setting* Enter Jeen, already recognized for her 
innovative "hands-on" teeching epproechea to her applied 
vocetlonel subjects. Aa well, wherever ahe lived and taught , aha 
waa active in her teacher a' union local, and her provincial 
apacialiata' council. Even within that year — and thla waa 
character latlc of her career ahe had taken on committee work, 
often chairing groupa at leaat partly becau* ahe waa willing to 
do the work. Aa a chair, ahe achieved early visibility within 
the achool and the community. And, at thirty, ahe may have been 
relatively new to teaching but ahe had brought into the 
profeaalon a aubatantlal amount of life experience, and some 
self-confidence, from the buaineaa world and child rearing. 
Finally, Jeen exhibited a atyle rooted in M connect edneae" 
(Gilligan, 1963) to other people. By her own description, that 
atyle became charecter latlc of her aa an adminiatrator • 

Now, it so hsppened that the Incumbent program hsad did not 
like administering the enlargad department that had reaulted from 
the amalgamation of the town's two secondary schools. Was Jean 
the only obvious csndldste for auceaeor? Or the cstslyst for the 
retlramant decision? Hsd she "declared heraelf" by her ready and 
visible Involvement in her profeaalon? Waa ahe, the newcomer, a 
"neutral" appointment? Did anyone elae want the 30b, which did 
not entail additional financial compenaatlon and waa not formally 
designated aa "admlnlatratlon"? Jean did not elaborate thaae 
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points. Thay war* not litutt for htr at tha tlma. 



It should ba notad, thought that Jaan was tha banaflclary of an 
informal salactlon procass in a small-town high school 
admlnistarad by a mala principal, 20 yaars ago. As a naw woman 
in that contaxt, aibalt in a dapartmant with savaral woman staff 
mambars, Jaan was an unllkaly banaflciary. Ona would axpact, 
from tha rasaarch, that such Informal procassas would hava workad 
to tha banafit of mala staff mambars* Parhaps it la ralavant 
that Jaan's husband, a collaagua on staff , was a valuad mambar of 
tha principalis innar clrcla although ha was not an 
administrator. Parhaps tha ratlrlng program haad togathar with 
tha principal aimply did what administrators ahould do, and chosa 
tha bast parson for that job in that school. Spaculatlon aalda, 
Jaan did not agoniza ovar whathar or not to bacoma tha program 
haad. Tha offar was a walcoma ona. 

WIDENING HORIZONS 
Elaina Bacomas A Projact Administrator 



31 yaars of aga 

4 yaars' axparlanca as an instructor in tha collaga 

Activa in faculty association, and collaga govarnanca; 

and in coursa, program and facility davalopmant 

2 yaars' axparlanca as an slamantary school taachar 

About 3 yaars' axparianca in aaeratarial work and 

in post-sacondary instruction alsawhara 

B.Ed., B.A., M.A., soma coursas in ad. admin. 

Narriad 

No child ran 
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Mid- late 1970'* 

A large and growing Weatern Canadian city 

A young and growing poat-aecondary inatitution 

Tha college'a Praaidant emphaalxed collagial daclaion 

making and foatered a aanaa of community 

All faculty were ralativa new-comera 

Many naw ataff were hirad S. or i an tad whan Elaina waa. 
Elalne'a divlaional collaaguaa dominatad collaga politlca. 
Poet-eecondary aducation waa wall fundad 

Ibl-S&SEX 

Aftar working four yaara at aa inatructor within ona 
poat-aacondary inatitution, a naw rola waa craatad and bacama 
aval labia to Elaina. It waa not a promotion , in tha aanaa of 
balng a mova up tha official hierarchy. However, it waa an 
adminlatratlva poaition with intaraating naw challengee. 

Whan tha haad of Elalna'a diviaion propoaad that a aummar 
aaaaion ba introduced ct thair inatitution, Elaina immadiataly 
recognized tha potential of auch a project. Givan an taring 
atudenta' acadamlc naada in ralatlon to tha raqulramanta of many 
progra«a> auch a project aaamad timaly and appropriate to Elaina. 
Sha bacama tha coordinator and manager of tha project 
automatically — none of her collaaguaa waa even intereated in 
the role. 

Elaine had aeveral raaaona for agreeing to cordinate a new 
aummar achool project. She waa welJ eatabllahed aa an inatructor 
and alao very involved in her organ iz* t ion' a governance through 
committee activitiea. She had recently been reaponaible for 



developing new instructional facilities for her program. Thus, 
she had already exercised most of the "job enrichment " options 
that were available to her. Over the years, she had become more 
and more concerned about the academic standards at her 
institution. So, offering some basic courses during the summer 
might prepare students better for their required course work in 
the fall. Besides, Elaine felt strongly that the College and its 
faculty were under-utilized; the place was only operating about 6 
months out of every 12. Even the universities did better than 
that, with their spring and summer sessions. Without expecting 
or receving any extra money for the work involved, Elaine became 
the project administrator and its evaluator. 

The first year, Elaine had complete responsibility for the 
program. She ""seemed to collect a wonderful staff" of dedicated 
and competent teachers. Her selections were somewhat intuitive; 
she did not give primacy to formal qualifications. She set up 
teaching goals and a personnel evaluation system that included 
paar evaluation. The staff also evaluated her performance as the 
project administrator. Her style was "very much to be evident 
and around as a leader.** As a result, she feels that she got 
excellent work from her staff. 

The summer schools proved to be very popular with the 
students. Approximately 300 people attended each year of the 
three years that Elaine was involved as coordinator /manager • 
Although the program has undergone many changes over time, it was 
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•till being offered ten years after Elaine Initiated it. 
Meanwhile, although Elaine's formal role designation remained 
that of an instructor, her project administration experience 
meant that she was viewing the world more end more from the 
perspective of an administrator. 

CgmmeQtg 

Elaine arrived at the college in a period filled w~th 
opportunities. She accepted some of the opportunities that were 
presented to her, and created others. The colleglal environment 
and generous funding of the time enabled her to "branch out" from 
the classroom, although formally she remained a classroom 
instructor. She demonstrated her professional commitment and 
competence in a variety of ways. And, like Jean, she enjoyed the 
"connectedness" of a people-oriented, participatory 

organ i za t i one 1 milieu. 

When the invitation to coordinate the summer session came 
along, it was a surprise to Elaine, but a welcome one. She was 
already in the habit of seeking new challenges, being given 
opportunities, and experiencing satisfaction from her 
accomplishments. Her Interest in planning policy-making had been 
developing as she gradually assumed various voluntary leadership 
roles within the college governance structure. But, she had 
already exercised most of the obvious options available even in 
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expansionary times • 

Shs did have ont uncomfortable stint in administration as 
tha faculty association president. She was catapulted into the 
presidency during her training year as vice-president. She felt 
unready to asauae the presidency and did not enjoy her tenure in 
the job. Nonetheless, when the adainistratlve position related 
to suaaer session was offered tc her, she accepted with 
alacrity. Apparently the one unhappy experience as faculty 
association president had not soured her altogether on 
administration. Certainly, the fact that she was doing some Ed. 
Admin, courses at tha time indicates her interest in some aspects 
of admin, at least. And, the couraes were relevant preparation 
for the work related to the summer session project. 

Elaine's appointment as summer session coordinator/manager was 
not the result of a formal selection process. Presumably, 
Elaine's male superordinate recognized Elaine's capabilitiea and 
readineas to aaaume much responsibility, baaed on her commitment 
and achievementa to that point. When aaked about the appointment 
proceaa, Elaine commented to me that ahe received no additional 
compenaation for being the project administrator, she worked 
through what would have been her holiday time, and no one else 
was intereated in taking on the role. Elaine waa, in effect, 
recruited aa a volunteer. But a willing one, at leaat for the 
firat couple of years. 



Thsrs is a ssqusl to this story. In spits of hsr 
admlnlstrstivs/lsadsrshlp sxpsrisncs snd inclination*, Elains did 
not rscsivs a formal administrates appointmsnt at that col lags. 
Indssd, shs applisd for an appointmsnt as dspsrtmsnt chair and a 
mals collsagus wss givsn ths 30b. In hsr vlsw, supportsd by 
commsnts from othsr collsaguss, Elains was much bsttsr qusllfisd 
for tl.a position thsn hsr lsss sxpsrlsncsd and lass wsll prspsrsd 
competitor. Elslns wss not plssssd by ths prospsct of working 
for hsr formsr pssr. Bscauss thsrs wss no othsr routo into 
administration, Elslns stsrtsd to sxplors ths options slsswhsrs. 

Thsrs wsrs s grsat many chsncs occurrsncss in Elslns 's psrsonsl 
and profssslonsl lifs thst lsd to hsr srrivsl st this col lags. 
Thsrs wsrs s grsst msny lssdsrship (but not formsl 
admlnlstrstlvs) opportunitlss st ths collsgs in hsr first fsw 
ysars thsrs. Thoss opportunitlss rssultsd from sn organizational 
structurs snd practicss thst wsrs foundsd on ths vsluss of 
collsglsllty snd psrticlpatory dscision asking; ths youth snd 
rslstlvsly smsll sizs of ths Institution; ths pro-postsscr idary 
sduoation climats in that pro vines st ths tins; and Elains 's own 
profssslonsl dsdicstlon snd initiative. It is not msrs chanca, 
howsvsr, thst Elslns ultimstsly lsft ths organization . That 
snvlronmsnt no longsr offsrsd hsr appsaling opportunitlss. 
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CHANCE REMARKS 
Lois BtcoRtt A School Prlnlcpal 



36 ysara old 

IS yaara txptritnct as a clataroon taachar 

and consultant in ona school ayatam 

Had baan faiiiy outapokan within tha 
ayatam ovar tha yaars ragarding education 
mattara that wars important to bar 

N.Ed. (Curriculum 6 Inatruction) 

Couraaa toward a poab-graduata Diploma 

in Educational Administration 

Narriad 

Nothar of 3 children, agas 11-16 yaara 

IhsJtfiDtlBfc 
Early 1970 ' a 

A madium-aizad city, for Waatarn Canada 
A amall but growing urban school systam, tha 
product of tha racant amalgamation of two ayatama 
Tha Suparlntandant had an aatabliahad history 
of taking an lntaraat in hia teaching/consultant 
ataff; had aupportad and ancouragad Lois' 
andaavoura on i»any occasions 

Ibl-SfcfiEX 



Ona commant from a aanior administrator was tha catalyat for 
Lois' daciaion to apply for a school principalahlp. Lois waa a 
conaultant than, attanding a ragular maatlng of cantral offica 
staff, which includad all tha aanior administrators and tha 
conaultanta. Tha Suparlntandant announcad tha naw appointmanta 
to principalahlpa. Nona war* woman. Lola, faallng "way out of 
lina, M aaid "Wouldn't it hava baan nlca if aoma woman had baan 
appointad?" Lola doaa not ramambar tha Suparlntandant' a raply. 




although he was carta inly polite. Sha doe* rtntibtr that aha 
hurriad out of tha building right aftar tha •••ting. Ona of tha 
Aaalatant Suparintandanta followed har and aaid "Why don't you 
put your money whara your mouth la? Whan was tha last ti»a you 
appllad for a principalahip?" Lola raapondad that it had not 
occurrad to har that aha was qualified or aultad to 
administration -- it waa, aftar all, vary much a male-dominated 
fiald. But, Lois bagan to think sarlously about tha possibility 
of antarlng it. 

Lois had baan a consultant for soma time. Initially, sha was 
offarad a job aa a sacondary raadlng consultant, but in aach of 
har subsaquant yaars as a consultant, har responsibilities 
differed in acope. It waa a period that afforded her 
opportunltlea to do aany different things. In addition tc 
"marketing 0 on a one-to-one baais the Improved teaching of 
reading in the achools she visited, she gave workshops. The 
toplca diversified over the years aa she saw and responded to 
taachers' naeda. 

Lois' superordlnatea in the school system M stretched M her by 
giving her new opportunities and supported her by believing in 
her capabilities. She participated for the first time in a 
provincial curriculum project. As well, she pulled together a 
group of teachers, who worked Fridays and many weekends on a 
eyatem-wlde curriculum project. Lois was able to apply much of 
what she had learned on the provincial curriculum committee to 




the organization of the local handbook project. 

Loia alao aatabliahad or cemented cartain important 
profaaaional ralationa during that par iod • S'ia mentiona aa 
aupportiva collaaguaa both har male auparordinataa and a aot of 
woman teacher a, conaultanta, and achool administrators. Ona 
woman, a principal about tan yaara har senior, was widely 
respected and vary popular. Sha waa a major influanca on Lola, 
aarving aa Lola' profaaaional rola modal. 

However, Lola was feeling that har yaara aa a consultant were 
M a marvellous growing period but that waa enough.** So, once the 
auggeation had been made, it occurred to Loia that being a 
principal might be lntereating and, moreover, that perhaps it was 
a job ahe could do. It waa time for a new challenge. 

Loia weighed the poaabllity of applying for a prlnclpalahip. 
There were not many women principala in her ayatem, parhapa three 
women of about forty principala in the elementary achoola. And a 
move from conaultant to principal, by-paaalng a 
vice-principalahip, would be unuaual in that ayatem. On tha 
other hand, Loia now had "some very strong feelings about what I 
wanted to aee done in achoola and how I felt teachara ahould 
teach.** She waa ready to follow through on her convictlona in 
one achool, rather than "wandering around aa a conaultant. # * Loia 
had aeen and admired what a capable and committed principal could 
accompliah in a school. Loia concluded that ahe waa going to 




apply for a principalahip hartal f . 

In praparatlon for that, aha took cartain actiona. Sha 
anrollad in har fire*: couraa in educational administration. 
La tar, mhfk dacidad to work toward a poat-graduata Diploma in Ed. 
Admin , although sha alraady had a Heater 'a dagraa in curriculum. 
Meanwhile, aha mada othar preparation* ralatad to har 
application. Prior to balng interviewed aha approachad aavaral 
collaaguaa whom aha raapactad. Sha aakad aach of tham to dlacuaa 
with har tha kinda of iaauaa and quaatlona that a aalactlon 
commlttaa might raiaa. Thia procaaa of gathering othar opinion* 
in ordar to clarify har own viawa became a pattern in Lola' 
future applicationr and in her adminietrative atyle g araily. 
At thirty-aix yeara old, Lola waa interviewed and offered a 
principalahip. She accepted. 
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Comments 

At a time more recent than the early 1970'a, the exchange 
between Lola and her auperordinatea would hardly qualify aa 
M Chance Remarka." However, in that era and geographical location , 
auch an exchange waa not planned or even predictable. Lola had 
apoken out more than once on curriculum mattara. Her comment at 
the central office ateff meeting, though, addreaaed a different 
aort of iaaue the role of women in her achool ayatem — and a 
different audience — the collected aenior admin 1 at r a tor a of her 

- 21 - 



school system, all sals. Her comment was, to bar tars, 
unaxpactad and daring. 

Yet, it triggarad a challenging and encouraging response from 
one of the «ien. If Lois had not already been comfortable and 
well established in that milieu, it is unlikely that she would 
have made the remark she did. It is unlikely, as well, that a 
superordinate would have responded as he did. His response would 
now be regarded as a trite rejoinder to concerns about the 
under -represents t ion cf women in administration: "Women don't 
want those jobs, they don't apply.** However, when this incident 
occurred r such simplistic answers were more excusable. Lois 
articulated the standard response of that time: "I'm not 
qualified, I can't do the job. Nan administer and women teach. M 

The environment of opportunity in which Lois had been living 
out her professional life has been described in the anecdote. 
That such an organization allowed Lois to acquire a substantial 
range and depth of professional experience (through both full 
time and part time employment) is obvious. That her high 
visibility role as a consultant was en advantage provided she 

performed well according to that system's standards — seems 
equally obvious. That her extensive network provided valuable 
support and stimulation is clear. Lois, like the other women in 
this study, flourished in a situation of "connectness" with other 
people (Gilligan, 1982). Even so, consultants in many school 
systems that size would never have had so much regular, direct 
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accui to ttnior admlnlatratora. And Lois aaphaalzad to mm tha 
aponaorohlp aha racalvad from mala auparordlnataa in tha ayatam. 

In aplta of all that, Lola' adalnlatratlva aabltiona vara alow 
to cryatalllza. Evan in that "nurturing envlfonmant" <har 
word*) , aalf -conf idanca and faaala rola aodala vara scarce . It 
took a challanga, laauad with a ballaf in har capabilitiaa, to 
triggar har aapiratlon to bacoaa a principal. Or did tha 
axchanga "giva paraiaaion" to Lola' axiating, but unarticulatad 
aapiration? Only aftar tha axchanga did Lola aarloualy aaaaaa 
tha poaaibllitlaa and acknowladga that aha had a viaion of 
aducational laadarahip for a achool. Balng a conaultant, rathar 
than baing a vica-principal, was har profaaaional training ground 
for tha principalahip. 

Har family lifa waa an unarticulatad diaanalon of Lola' 
initially atartlad raaponaa to har aupar-ordinata'a challanga. 
Har non-achool lifa waa buay and coaplax, filled with paopla. 
Har community involvamant, togathar with har huaband'a, ralatad 
to thair childran and thair church. Thay attandad racitala and 
•porting avanta. Lola aawad coatumaa and provldad 
tranaportation. Tha family akiiad and built a laka cottaga. 
Lola took night couraaa and playad brldga. la it maraly chanca 
that Lola ralaad tha quaation of famala adminiatratora only whan 
har own childran wara bacoming mora indapandant? In that 
raapact, Lola' lata antry to admin iatration rapraaanta ona 
poaitlva form of accommodation to tha p rob lam of combining family 
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and professional responsibilities. 

And yes, Lois was appointed to a principal ship the first «ime 
she applied. But look at the peraonal and profeaaional 
experience she had accumulated by then. She brought it all with 
her into the role of school administrator. 



What lessons do the stories in this paper hold for us? The 
anecdotes have implications for organizational atructurea and 
practices, as well aa for individual women. Even aa we enter the 
1990' a, men's career patha in education continue to lead to 
administration more often than do women' a (Statistics Canada, 
1989, p. 196). The statistics auggeat that women do not yet have 
the &ame range of career options within school organizations that 
men have traditionally enjoyed. What can be done to extend that 
range? Baaed on the experiences voiced by Lois, Jean, and Elaine 
in the preceding pages — experiences that occurred aa much aa 20 
yeara ago, in the late I960' a and 1970' a — it la possible to 
foster environments where chance occurrences may be turned into 
opportunities. 

Writing in 1977, Kanter aaaerted that a great deal could be 
accomliahed simply through -the systematic application of much of 
what la already known 94 <p.267>. That la, we could make our 
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•xiating organizational structurts and practlcaa mora aqultabla, 
and our paid-work contaxta mora humana. At tha aaaa tlma, human 
anargy and talanta would ba ralaaaad for tha banafit of tha 
organization aa wall aa tha individual. 

Tha atoriaa told by Lola, Jaan, and Elaina, although thay occur 
bafora tha publication of har book, illuatrata a nuabar of 
Kantar'a raconaandatlona. Laat that ba intarpratad aa a cauaa 
for coaplacancy, or an argument in dafanaa of tha atatua quo, lat 
aa point out that tha "ayatamatic application" of thoaa practlcaa 
would alaoat cartalnly hava incraaaad tha nuabar of woman 
•ntaiing adminiatration, yaara ago. Tha kay word la 
"ayatamatic." Tributa ahould ba paid, howavar, to thoaa 
individual* (and thay wara moatly man) who workad to provida 
poaitiva, opportunity-f Iliad anvironmanta long bafora wa uaad 
tarma and dlacuaaad policiaa auch aa "affirmative action.** 

I concluda thia papar by raviawlng car tain organizational 
atructuraa and practlcaa including aoma currant policy 

initlativaa in Canadian achool ayatama -- that foatar choica and 
chanca. Thaaa initlativaa offer dlvaraa opportunitiaa for abla 
woman aducatora to racogniza, davalop, and damonatrata thalr 
talanta and abilitiaa with raapact to aducational laadarahip and 
adminiatration • 
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••••Chance favours only tha mAnd that ia praparad. 

(Louis Paataur) 

In careera, aa in life, cholca and chance ara in tar wo van. 
While chance ia a continuing element in the living out of a 
career, it need not be a controlling factor. The readineaa to 
recognize and capitalize on opportunitiea when they appear la a 
potent reaource (Edaon, 1988, p. 259; Greenfield 6 Beam, 1980, 
p. 49; Paddock, 1981, p. 195). Flexibility, lnaight, reailience 
(Hall, 1986, p. 26) and a willingneaa to take rlaka are more 
Important aide than lO-year plana. Individual* and 
organlzatlona muat be able to adjuat to changing, frequently 
unpredictable realltlea. We could do more to acknowledge chance 
aa a factor in career daveloment and to document the Maya that 
individual* have coped with and benefitted from chance events, 

"Without interfering with the chance proceaaea themaelvea 
it ia poaalble to uae them deliberately by providing a 
auitable aettlng in which they may take place, and then 
harveatlng the reaulta of the chance interaction* • M 

Edward de Bono <1971, p. 94) 

The literature contalna many auggeatlona for organizational 
practlcea that would ayatematlcally promote and atructure both 
chance and choice. Such practlcea would offer diverae — and 
equitably dlatrlbuted — opportunitiea for lndlviduala to develop 
and demonatrate their talents and abl 1 ltlea (Gaertner , 1981 , 
p. 214). From thlu array of poaalble and actual initlativea, 
certain onea are eapeclally pertinent to the anecdotea and theme 
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of this pa par. 

Special assignments, such ss Eleine's eppointment mm summer 
session edministrator , end "bridging" appointment* (Kanter, 1977, 
p. 271; Shakesheft, 1987, p. 139), such mm Jean's role mm program 
heed ere obvious examples. Boundary *spenning roles, such mm 
Lois' position as a consultant, that eneble individuals to 
encounter new groups ere perticularly helpful (Wheat ley, 1981, 
p. 269). The task force (end, sometimes, the committee) is one of 
the most frequently cited opportunities (Kanter, 1977, p. 272) . 
To be effective in education, though, task forces should be 
designed to cut ecross verious levels of the 
bureaucratic-administrative structure end elso to bridge the 
isoletion of individuels in the prof essional- teaching structure 
(Wheat ley, 1981, p. 259) . This approach, and the importance of 
ettending inservice treining end conferences, is illustrated in 
all three anecdotes. One Onterio school board has reported thet 
it "ensured femele perticipetlon in menegement initiatives end 
speciel assignments" . Another board has secured the "vocal and 
vieible support" of its senior administrators for a program of 
affirmative action. In effect, euch etructuree end precticee 
provide the opportunity for individuels to exercise educetionel 

1. The policy end program exemplee thet follow ere drawn from 
these two sources: Bi^AtllX^fiC..Stelllli-.ECfi«Ml^tDd-atC2lfil§ 
Q€£lEl4Jtt-2fib8Sl~§2lrtft# published by the Canadian Education 
Association in 1968; end Ib«^^8tiiMf.-fif..SteltO«^§DS^^f£ACMU2S 

Li$ililttaEi-bx.tbt^l!iDl*jtK,.fi£,.MHSit4fiD * i9aa . 
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leadership whether or not they cerry the lebel of administrator . 

More could be done to systematically identify reward the 
individuals and groups within the organization who naturally 
fulfill mentor functions (Kraut, 1986, p. 196), wherever those 
activities provide equitable opportunities. Principals and other 
front-line administrators should be made aware of their key role 
in recruiting & developing potential administrators (Warren, 
1969) • Several Ontario boards report the creation of employee 
exchanges and of "30b shadowing* 4 programs. The latter may be 
aimed particularly at giving women teachers who aspire to 
"positions of added responsibility" the opportunity to observe 
and converse with administrators-in-action. Mentoring takes many 
forms, as illustrated in the experiences of the women I studied, 
but it does exist. Giving formal recognition to the mentoring 
that does go on, while creating opportunities for mentoring to 
develop naturally, would institutionalize different — and highly 
appropriate — values in our educational organizations (Fullan at 
al, 1967, p. 229. To recognize in concrete ways those who act as 
mentors is to reinforce the significance of values such as 
generosity, collaboration, and "connectedness," which are and 
always have been demonstrated but too rarely valued in 
organizational reward systems. 

All these initiatives are mora possible and more likely to be 
effective when organizations/work units are relatively small 
(Kanter, 1977, pp. 265-286). Decentralization is ona remedy, for 
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which there art precedents in •ducat ion. Economies of scale may 
be achieved at a substantial coat to individuals and 
organizations. Implementing the praetleas just described would 
also change an organization's governance structure (Kanter, 1977 , 
p. 237, p. 285; Jovick, 1981, p. 166). Power would inevitably be 
shared sore equally; cooperation would be necessary for 
survival • 

As well, the anecdotes I have related imply the need for a more 
radical conceptual and practical re-orientation that might 
encourage wider options for both women and men in the future. At 
a general level, we should be working to revise substantially our 
notion of what constitutes a "career". A career might be defined 
as a series of paid-work opportunities to apply what one has 
learned (from previous paid work, family, community, and leisure 
activities) in the past (Young, 1989, p. 215). "Success** then 
depends on access to interesting new opportunities that are not 
necessarily associated with upward mobility (Kanter, 1977, 
p. 272) . 

Professional work could be redesigned to accommodate oth^r 
dimensions and demands of life, especially as they relate to 
family and leisure. For example, the teaching day and year might 
be regarded as an enlightened norm because it permits the 
possibility of balancing professional and personal /family 
responsibilities. Seeking such a balance should not be regarded 
as an absence of true professional commitment (Biklen, 1987). 
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And, priorities vary with the individual and throughout life. 
Organizational options could battar accommodate thaaa varying 
priorities. "Fast track* 4 norma for tha achievement of cartain 
positions by cartain agas should ba scrutinized. Latar antry 
into administration, for erample, is anothar way to raduca tha 
concurrent prassuras of paid and family work to mora sequential 
rolas < Kan tar, 1977; La Vinson, 1976, pp. 337-338). Moreover, 
career Interruptions for family work could be recognized as good 
preparation for administrative work (Paddock, 1961, p.l94>. Many 
of the skills acquired, such as juggling competing demands, 
negotiating, and nurturing are transf errable and Important to 
educational administration (Ful'an at al., 1987, p. 229). 

Affirmative action/employment equity programs often include a 
monitoring function with regard not only to statistics but also 
with regard to various organizational policies and procedures. 
This monitoring may and certainly could be an effective way of 
seeing past the formal policy and the offical rhetoric into the 
organizational "backrooms" where "chances" not only occur but may 
sometimes be structured to favour some individuals over others. 
Such monitoring makes it possible to examine and change the 
definitions — and the values underlying those definitions -~ of 
competence, preparation, suitability, career, and success. For 
it Is the definitions and values, explicit or implicit, which 
Influence significantly the dealgn and description of 
administrative work, aa well as the selection and promotion of 
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candidate* for it. 



Let us be haartanad by any poaitiva practices in our collective 
pact and by the aometimea positive experiences of woman such as 
the ones who participated in ay study. The anecdotaa I have 
related here are far from being the "whole stories" told by the 
study participants. And, their stories are far from being the 
onxy atorlea that could and ahould be told* Nonetheless, let ua 
recogn lze and reinforce the people end practlcea that have 
created and do create opportunities for women, aa well as sen. 
Let us recognize the accomplishment* of women who have fashioned 
opportunity from chance. Let ua talk more about chance, together 
with choice and opportunity. 



33 



REFERENCES 

Bandura, A. (1962) • The psychology of chanca encountara and Ufa 
paths. Ibs_&SlEiSlD-EKSh2ifiaiit^ 37(7), 747-755. 

Bartaux, 0. (1981) • Introduction. In D. Bartaux (Ed.) , BA29E9BbZ 
9Qd_CSCl9&X • Bavarly Hi 11a, CA: Saga Publication**. 

Biklan, S.K. (1967) • Schol teaching, professional ism, and gandar. 
X99£b9£-IdyS9£l&Q-Qy9£&9£lX» 14(2), 17-24. 

Biklan, S.K., 6 Shakaahaft, C. (1985). THa naw scholarship on 
woman. In S.S. Klaln (Ed.), Hgodfe9filS_f fi£-*5bitYiD9_«9*„ .ftflyltX 
thCfiMSb.idyCStlCD- Baltimore: John Hopkins Unlvarsity Press. 

Boardman, S.K., Harrington, C.C., 6 Horowitz, S.V. (1967). 

Succassf ul woman: A psychological invaatigation of family, 

class, and aducation origins. In B.A. Gutak & L. Larwood 
( Eds) , WSB90i§-S§£9fi£.d§XSlfiBBlQ& • 

da Bono, E. (1971). Ib«-Bfil-fif-ifitt£§l-tbinlSA09* Hammondsworth, 
Eng: Panguin Books* 

Edson, S.K. (1988). Eu*biBg-fcta!-UBifcii-Ib!_* ttfill.9dllBi*i£fitiY S 
fi5Bi£BQ&- Albany, NV: SUNY Prasa. 

Fullan, M.G., Park, P.B., and Williams, T.R. with associates 
Allison, P., Walkar, L. Watson, N. (1987). Tha supervisory 
officer in Ontario. Toronto: Ministry of Education. 

Gaartnar, K.N. (1981). Administrative careers in public school 
organizations. In P. A. Schmuck, W.W. Charters, 6 R.O. Carlson 

(Eds.) k§dy£fl£lgQSi-eSli£X-§&d BSQ999B9Q&- New York: Acadeeic 

Press. 

Greenfield, W., 6 Beam, A. (1980). Power end opportunity in the 
principelship: The case of two women leaders in education. In 

S.K. Biklan 6 H.B. Brannigan (Eds.), kgSBSG 9Bd 94y£9&£2Q9l 

itfdejahiB. Lexington, HA: Lexington Books. 

Gerson, K. (1965). H9£d_£b2AC99 • Berkeley, CA: University of 
California Press. 

Gilligan, C. (1982). lQ_9 dif £t£90£ XfiAS9- Cambridge, Haas.: 

Harvard Unlvarsity Press. 

Hall, D.T. £ Associates. (Eds.) (1987). £9£99£ g9vg&9BB£Q& AD 

e£9iQlZ9&£SQ9- San Francisco: Joaaay-Baaa. 

Harr, E.L., & Cramer, S.H. (1984). C§reer gyigaQgg and 

Cfiy099lA4Dg.tb£Sygb„tb9^IA£9.1B9D <2nd ad.)?"" Toronto: Little, 
Brown • 



ERLC 



4 ' A 



Jovick, T.D. (1981). Ambitions and the opportunity for 
professionals in the elementary school. In P. A. Schmuck, W.W. 

Charters, & R.O. Carlson (Eds. ) §dUS9&lfiQ9l BfiliSX §0<J 

*9B999BSQ&« New York: Academic Prass. 

Kan tar, R.M. (1977) . StD.9Cd.SSB9D.fif _4l5*_£fiEE!SESfc AfiQ • York : 

Basic Books. 

Kram, K.E. (1987). Mentoring in tha workplace. In O.T. Hall £ 

Associates , £fi£99E 49V9ifiBB9D£ ID 2E99QA59& AfiDf • San 

Francisco: Joaaey-Baes . 

Levlnaon, D.J. (1978). Ifee 9999SD9_S£_9_B90i9_ll£9 • York ? 

Alfred A. Knopf. 

Paddock, S.C. (1981). Hale and female career patha in achool 
administration. In P. A. Schauck, w;.W. Charters, & R.O. Carlaon 

(Eds.), Edli£3tiQQSl_B2lA«_SQ£ B9D999B9D&- N York: Academic 

Press • 

Reynolds, C. (1985) The State of Reaearch on Women in Education. 
Id«_ATA_Mogazine , 65(4) ,44-46. 

Reynolda, C. (1988). "Schoolmarms and tokens." QEfcit, February. 
1988, pp. 5-7. 

Shakeahaft, C. (1987) . WfiB*D„iD„*SiUC«tifiQfiI„9dl4Di*tC9tifiD- 
Newbury Park, CA: Sage Publicatlona. 

Statiatica Canada. (1989) Education in Canada: A Statlatlcal 
Review for 1987*88. Ottawa: Supply and Servlcea Canada. Auguat. 

Tague, J. & Hertia, R. (1988). Evolutlonarlea and 
revolutionaries: Careera of Canadian library directors. 
£9D9di9D_Llk£9EX_jSU££4l# 45(4), Auguat, 236-243* 

Warren, J. (1989). M The Role Socialization of Female School 
Adminiatratcra" Unpubliahed H. Ed. theaia. Edmonton: U of A. 

Wheatley, M. (1981). The impect of organizetlonal atructurea on 
iaauea of aex equity. In PA. Schauck, W.W. Chartera, 6 R.O. 

Carlaon (Eda) , EdU£9&iSQ9i--B2llSY__9Dd_-B9D9fl9B90fc- Toronto: 
Academic Preaa. 

Willie, H. and Oodgaon, J. (1986). "Mentoring of Cenedien women 
in educational administration. " Xht„ £9Q9dl9Q_AdBlQli&E9fcfiE" 

25(7). 

Woo, L.C. (1985). Women admlnlatratora: prof ilea of aucceaa. £hi 

C9ikS.K9Bfi§0* 67(4), 285-288. 

Young, B. (1989). Not Finiahed Yet: The Storiaa of Four Women's 
Careera in Education. Unpubliahed PhD >eis. Edmonton: 
University of Alberta. 



ERLC 



35 



END 

U.S. Dapt. of Education 

Offica of Education 

Rasaarch and 
Improvamant (OIRZ) 

ERIC 



Data rilmad 
March 21,1991 



